Introduction
The problem of corporate failure the world over has continued to be of serious concern to researchers, academicians, managers and operators both in the private and public sectors (Igwe, 1996; McRobert & Hoffman, 1997) . McRobert and Hoffman (1997) define corporate failure as inability of a corporate body to achieve a viable and sustainable economic mandate expressed in terms of minimum return required to keep the enterprise as a going concern, without a requirement for continual injections of additional funding. A firm is said to have failed if it is insolvent (Heffernan, 1996; McRobert & Hoffman, 1997) . A firm is insolvent when it has negative net assets; that is, its liabilities are in excess of the current value of its assets (Horne, 1980; Heffernan, 1996) .
Corporate failure, particularly of key industries, precipitates a far-reaching multiplier effect, which negatively affects not only the stakeholders (shareholders, staff, suppliers, creditors etc.), but also the general economic health of the nation. In the international scene, the failure of such international organizations as Bank of Credit and Commerce International (BCCI) (1991), the Barrings of UK (1995) and the Canadian Commercial Bank (1985) had threatened the global economy (Heffernan, 1996) In Nigeria, there have been serious cases of corporate failures. The banking sector alone recorded thirty-three cases between 1995 and 2000 (Central Bank of Nigeria, 2001 ). The manufacturing industry has witnessed cases of constant close down for reasons ranging from gross under capacity utilization to management ineptitude. Nine financial institutions were in recent past declared "failed" by the Central Bank of Nigeria, resulting partly from inadequate capitalization and management related shortcomings.
Of all the causal factors in corporate failure identified by researchers and management consultants, which include, among others, management ineptitude, poor capitalization, staff related problems, environmental factors, macro socio-economic and political variables and technology, management related factors are considered predominant (McRobert & Hoffman, 1997; Central Bank of Nigeria, 2001). Bibleault (1992) in his study came up with the assertion that 52% of corporate failures were caused by internally generated problems within management control.
In the last ten decades, a number of management systems have evolved in a bid to solve organizational problems. These include the Scientific Management of Frederick W. Taylor, the Administrative Management theory of Henri Fayol, the Human Relations School, pioneered by Elton Mayo and his associates at the Hawthorne experiments, the Behavioural Science theories, the Systems/Contingency theories and Management by Objectives, amongst others (Hicks & Gullett, 1981) . Each of the management systems has its merits and weaknesses and researchers have produced bewildering arrays of viewpoints and conclusions on their efficacy or otherwise in solving organizational problems.
The search for a management system that can effectively address the problem of corporate failure has led to the current interest of researchers and practitioners in Total Quality Management (TQM), one of the latest
ii. Economic Value of TQM
In the literature, advocates of total quality management have canvassed its far reaching impact on organizational performance (Chen, Yu & Chang, 2005; Prajogo & Sohal, 2006; Fotopoulos & Psomas, 2009) . TQM is credited with leading Japan to global economic prominence in the post war years (Iman, 1986) . TQM is similarly credited with restoring America"s economic competitiveness (Juran, 1993) . Adherents claim that TQM can be successfully implemented in any organization to improve quality of goods and services, reduce costs, achieve higher level of customer satisfaction and employee commitment and improve financial performance (Powell, 1995; Juran, 2001; Davies, 2003) .
Hassan, Mukhtar, Qureshi and Sharif (2010) investigated the impact of TQM practices on quality performance, business performance and organizational performance of Pakistani manufacturing firms located in six big industrial cities. Their study came up with the findings that greater degree of implementation of TQM practices results in higher quality performance, business performance and organizational performance.
However, the value of TQM in solving organizational problems has remained controversial. While some studies established positive relationship of TQM with organizational performance (Easton & Jurrell, 1998; Hendricks & Singhal, 2001a,b) , some reported negative relationship (Chapman, Murray & Mellor, 1997 ). Yet some studies reported non-existent relationship of financial returns with TQM (Adams, 1994; Powell, 1995; York & Miree, 2004) .
Critics argue that TQM demands unrealistic amount of management time, involves excessive costs, in terms of retraining and increased paperwork and calls for unsustainable level of employee commitment. They also aver that TQM emphasizes process over results and fails to address the needs of small firms, service organizations and non profits (Schaffer & Thomson, 1992; Powell, 1995) .
Santos-Vijande and Alvarez-Gonzalez (2007) attribute the conflicting reports of research findings on the relationship of TQM with corporate performance to differences in methodology and conceptual approaches used by researchers. Barney (1991) explains the differences in terms of variations in organizational resources. The resource-based theory of TQM as a competitive advantage introduces the notion of resource heterogeneity, which means that different organizations hold different resource portfolio. These differences, according to the theory, produce variability in performance across organizations. Resource bundles are heterogeneous because of their imperfect imitability (Barney, 1991; Peteraf, 1993; Powell, 1995) .
Santos-Vijande and Alvarez-Gonzalez Silas and Abrahimpour (2002) adduce three reasons to justify the appearance of different sets of critical success factors in the literature. The first is that differences arise from the conceptual approaches adopted by various researchers. The second is the differences in the empirical methodology. While some researchers use factor analysis, others use confirmatory factor analysis. The third reason is that differences exist in the sociocultural, economic and political environments in various nations, where studies on TQM implementation have been carried out. These differences, Silas and Ebrahimpour (2002) argue, create problem of adoptability and transferability of TQM concepts, principles and practices.
Jha and Kumar (2010) reviewed fourteen frameworks from literature and came up with ten critical success factors for the construction industry. These include: Corporate quality culture, Strategic quality management, Quality improvement measurement system, People and customer management, Operational quality planning, External interface management, Supplier"s partnership, Teamwork structures, Customer satisfaction orientation and communication of improvement information. Powell (1995) , drawing from the resource approach and other theoretical perspectives, examines TQM as a potential source of sustainable competitive advantage. His findings suggest that most features and dimensions considered as critical success factors in TQM implementation, such as quality training, process improvement and benchmarking, do not generally produce advantage. He contends that certain tacit, behavioural and imperfectly imitable features, such as open culture, employee empowerment and executive commitment, rather produce advantage. Powell (1995) draws the conclusion that these tacit resources, rather than TQM tools and techniques, drive TQM success, and that organizations that acquire them can outperform competitors, with or without the accompanying TQM tools and techniques.
Based on literature review and from preliminary survey of Nigeria"s corporate bodies, six dimensions or critical success factors most relevant in Nigeria include: (1) Leadership commitment, (2) Continuous improvement, (3) Teamwork, (4) Customer focus, (5) Employee empowerment and (6) Organizational culture and environment (Internal environment).
Leadership commitment is widely believed to be a crucial element in a successful implementation of total quality management across geographical and cultural settings (Deming, 1986; Flynn, Schroeder & Sakakibara, 1995; Soltani, 2005) . For a successful implementation of TQM, management must show sustained interest, provide conducive operational environment and provide resources required for necessary staff training and empowerment.
Advocates of total quality management consider continuous improvement as a fundamental dimension, necessary for successful implementation of TQM (Deming, 1982; Imai, 1986; Bounds et al., 1994; Oakland, 2000) . Continuous improvement is conceptualized as a never ending effort by every member of the organization to continually improve on the quality of goods and services along the line dictated by customers" requirements (Oakland, 2000) . Continuous improvement is generally associated in the literature with Japanese "kaizen" philosophy of long term incremental improvement involving all employees in an organization, committed to perform their tasks a little better each day (Imai, 1986; Bounds et al., 1994) . Imai (1986) criticizes the re-engineering (innovation) approach of the West, which involves enormous expenditure on research and development to achieve major technological advances. On account of cultural and environmental differences, this paper advocates, for Nigerian organizations, the adoption of continuous improvement as defined by Bounds et al. (1994) as "The combination of kaizen and innovation such that between the big jumps (innovation) repeated small steps (kaizen) would ensure perpetual progress with no backsliding". (p.69).
For a successful implementation of TQM in any organization, teamwork is generally considered a critical factor (Scott & Jaffe, 1997; Oakland, 2000) . Teamwork is conceptualized as the working together of organizational members in a collaborative effort to solve organization"s problems for the benefit of customers. Teamwork produces synergistic effect such that the team is much more than the collection of individual members. Teamwork builds trust, improves cross-functional communication and fosters interdependence (Oakland, 2000) .
Customer focus is another important critical factor in the successful implementation of TQM. Oakland (2000) asserts that meeting customer requirement is central to the entire concept of quality management. Deming (1982) argues that quality should be conceived in the light of the present and future customers" requirements, while the "fit for use" imperative of Juran (1989) underscores the importance of customers in determining quality management strategies. Oakland (2000) insists that quality starts with understanding of customers" needs and ends when those needs are satisfied.
Employee empowerment constitutes an indispensable element in successful TQM implementation (Crosby, 1979; Ishikawa, 1985) . Organizational human resources require to be properly empowered through adequate training and development, and by effective system of rewards and recognition, in order to elicit their cooperation and commitment indispensable for successful implementation of TQM.
Finally, the importance of organizational culture and environment in the successful implementation of TQM is increasingly identified in the literature (Barney, 1991; Bounds et al., 1994; Oakland, 2003; Rad, 2006) . Organizational culture is defined as both visible and invisible elements, including physical and technological factors, beliefs and norms, which are shared by members of an organization, and which enable the organization to solve both internal and external work related problems. (Bounds et al., 1994) .
Organizational culture is closely related to environment, which can be defined as the totality of all the physical, socio-cultural, political, religious and technological factors, which directly and indirectly affect the operations of an organization. Silas and Ebrahimpour (2002) argue that differences in organizational culture and environment create problem of adoptability and transferability of TQM principles and practices. Bounds et al. assert that TQM is culture driven and successful implementation must reflect the cultural and environmental setting of the organization. This paper agrees with their assertion. In this study, internal environment is used for organizational culture and environmental elements within the control of management.
IV. Relevant Empirical Studies in Nigeria
A number of empirical studies have been carried out to investigate the relationship of TQM and corporate performance in Nigeria. A study by Nnedum (2001) investigated the relationship between TQM and job satisfaction in some industrial organizations in Nigeria. The study was based on assumptions, among others, that every organization is evolving from the "pyramid" to the "cycle style" of organization structure. From the test of his hypotheses, Nnedum (2001) came up with the findings that there existed positive correlation between TQM dimensions and job satisfaction. However, job satisfaction, which has to do with staff morale and motivation at work, does not necessarily guarantee corporate success, nor does job dissatisfaction necessarily lead to corporate failure. Nnedun (2001) examined only three dimensions regarded as critical success factors namely, continuous improvement, customer focus and teamwork. He could not identify other critical success factors that accounted for his findings. There is therefore the need for further research to establish the relationship between relevant TQM critical success factors and corporate performance in Nigeria.
Eziashi (1999) carried out a study of TQM as panacea for instability and stagnation of firms in a competitive industry, using Agip Nig. Plc and UBA Plc as a case study. He came up with the conclusion that TQM was positively associated with industrial growth and stability. Eziashi (1999), however, failed to highlight the critical success factors of TQM that were implemented by the companies studied. In another study, Chikwendu (2001) investigated the level of application and impact of TQM in banking organizations in Nigeria, using First Bank of Nigeria Plc, Diamond Bank Ltd and All States Trust Bank Plc (now defunct). His conclusion that TQM was fully implemented in the three banks was based on inadequate analysis. He equally did not show the critical success factors of TQM that were implemented.
From the above, it can be stated that empirical research on the relationship of TQM and corporate performance in Nigeria is inconclusive. This is the justification for the present study.
V. Hypotheses
Based on the preliminary studies carried out by the researcher and from the review of related literature on the subject, the following hypotheses are tested for their statistical significance. They are all null hypotheses: 1. There is no positive relationship between level of leadership commitment and corporate performance, reflected by net return on investment, asset base and market share. 2. There is no positive relationship between level of continuous improvement and corporate performance, reflected by net return on investment, asset base and market share. 3. There is no positive relationship between degree of teamwork and corporate performance, reflected by net return on investment, asset base and market share. 4. There is no positive relationship between extent of customer focus and corporate performance, reflected by net return on investment, asset base and market share. 5. There is no positive relationship between level of employee empowerment and corporate performance, reflected by net return on investment, asset base and market share. 6. There is no positive relationship between quality of internal environment and corporate performance, reflected by net return on investment, asset base and market share. 7. There is no positive relationship between TQM and corporate performance of a business organization.
III. Research Methodology
The population of this study consists of all business organizations in Nigeria that have either implemented formal TQM programme, or adopted TQM principles for at least two years, and have been accredited as quality-driven organizations. To qualify for inclusion, a business organization must be winners of From the twenty seven qualified organizations, twenty five companies were randomly selected for the study, using the Yaro Yamane formula for finite population at the 5% level of significance. From a total staff strength of 8,730 employees of the 25 companies, the sample size of 382 was chosen, also using the Yaro Yamane formula for finite population at the 5% level of significance. Individual participants in the various organizations were randomly selected from the list obtained from their personnel departments.
A 6x3 factorial design was adopted to assess the relationship between the independent variables (factor A) and dependent variables (factor B). Factor A consists of six TQM CSFs: Leadership commitment (A1), Continuous improvement (A2), Teamwork (A3), Customer focus (A4), Employee empowerment (A5) and Internal environment (A6). Components of Factor B (corporate performance) are: Net return on investment (B1), Asset base (B2) and Market share (B3).
The hypotheses of study, as stated above, seek to establish that a positive relationship exists between TQM and corporate performance and that the individual critical success factors of TQM have positive relationship with individual elements of corporate performance. The validity and test of reliability of the research instrument, consisting of 30-item scale, were carried out in two phases.
The first phase involved the use of management experts in tertiary institutions and professionals with manifest interest in TQM to assess the relevance of the items included in the research instrument. The second phase was a pilot study to test the reliability of the instrument, using test-retest method on a small sample of three participating business organizations. The two sets of data collected were analyzed and correlated, using the Pearson-product moment correlation technique. The resulting correlation coefficient, r = 0.946 is significantly high at p < .01 and compares favourably with the conventionally acceptable standard of reliability, r = 0.74 (Morrow, 1997) .
Data collected were analyzed to establish the relationship among independent and dependent variables, using the Pearson-product moment correlation technique. The hypotheses under study were tested by ttransformation of the correlation coefficient ( r).
IV. Results
Results are presented in relation to factorial analysis and in relation to the study hypotheses. Items relevant to the independent and dependent variables were grouped together for the purpose of factorial analysis. The Pearson Product Moment Correlation technique was used to determine and analyze the inter-factorial relationship of the predictor and criterion variables. The Pearson correlation matrix is shown in table 1 below. 
Level of Significance = p < .05
From the table, the correlation coefficient ( r) of leadership commitment (factor A1) and net return on investment (factor B1) is not only positive, but significantly high at r = 0.984, p < .05. Similarly, all the interfactorial correlation coefficients of the other components of the independent and dependent variables as reported in table 1 are positively and significantly high, the lowest coefficient being that of continuous improvement (A2) and asset base (B2), at r = 0.821.
Additionally, the analysis reported high intra-factorial correlation coefficients among the components of both the independent and dependent variables. Thus the components of independent variables recorded a range of coefficients from r = 0.998 for A2A3 to r = 0.896 for A2A6 at p < .05. Similarly, the intra-factorial correlation coefficients of the three components of the dependent variables were significantly high at r = 0.973 for B1B2; r = 0.993 for B1B3 and r = 0.934 for B2B3, all at p < .05. These high intra-factorial correlation coefficients confirm mutual consistency and stability among the component variables.
The Pearson product moment correlation coefficient ( r) was used to test the hypotheses. The use of Pearson correlation coefficient ( r) for the purpose of testing hypotheses requires transformation of the coefficient ( r) into student-t statistic, using transformation formula: tr = r N-2 1-r 2 where tr = t value of transformed correlation coefficient ( r), N-2 = the degree of freedom, r 2 = the coefficient of determination. The related statistics are summarized in table 2 below. Decision rule was to reject the null hypotheses if the calculated t (tr) was greater than the critical value of t at 0.05 level of significance, at three degrees of freedom (df). Otherwise the null value would be accepted. From table 2, the value of the transformed correlation coefficient (tr) range from 33.920 to 2.853, all above the critical value of t = 2.353 at 0.05 level of significance and three degrees of freedom.
It follows that all the null hypotheses, as listed in section V, were rejected and their alternatives accepted. In other words, there existed significant positive relationship between individual critical success factors of TQM and each of the three identified elements of corporate performance, as well as all the variables of TQM taken together and corporate performance.
The implication is that implementation of the critical success factors of TQM will lead to enhanced return on investment, increase in asset base and greater market share of business organizations, and thus avert corporate failure in Nigeria. The findings supported earlier studies on the economic values of TQM (Imai, 1986 
V. Conclusions and Recommendations

Conclusions
From the findings, it can be concluded that Nigerian business organizations need to embrace and implement the critical success factors of TQM, in order to avert corporate failure. Effective implementation demands that management must show sustained commitment to TQM and provide suitable working environment that will promote the desirable organizational culture. Adequate employee empowerment and well coordinated teamwork are other critical elements that will ensure that quality of customer-focused goods and services are continuously improved to meet the needs of present and future customers. Full implementation of TQM will ensure sustained profitability and increase the organization"s asset base and market share, thereby averting corporate failure.
Recommendations
In the light of the foregoing conclusions, the following recommendations are made: 1. Top management of Nigerian business organizations should install effective programmes of training and orientation of their staff to inculcate in them the spirit of teamwork and maintenance culture, necessary for effective implementation of TQM. Top management should also strive, through positive reinforcement, to involve staff at all levels in decision making and implementation of decisions. Effort should be made to integrate organizational corporate objectives with staff personal objectives. This will enable staff to have a sense of belonging, and to see the realization of corporate objectives as a necessary means of achieving their personal objectives. 2. There should be proper coordination among departmental and cross-functional teams to continually determine ever changing customers" requirements and to evolve strategies that will ensure continuous improvement of the quality of goods and services to the satisfaction of present and future customers.
